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April 10, 2002
Honorable Mayor and Members of the City Council:

We conducted this concurrent review of the pre-solicitation phase of the city’s enterprise resource
planning (ERP) acquisition project to provide rapid feedback to city staff regarding project risks. Our
goal is to help city staff identify and manage risks while the project is underway, while maintaining audit
independence. Government auditing standards preclude us from participating in management decisions
that could affect our independence for future audits. The purpose of this report is to update the Mayor
and City Council on the ERP project status before the city releases an RFP for software and
implementation.

The city plans to purchase ERP software with modules for finance, purchasing, payroll, human resources,
budget preparation, and revenue collection. The ERP is intended to replace aging systems, streamline
processes, and integrate management information.

We participated in the executive oversight steering committee and business process cross-functional
teams in an advisory capacity. We also issued seven memos to the director of Information Technology
between July 2001 and March 2002, addressing the following subjects:

e Project oversight structure and staffing

e Previous audit recommendations relevant to assessing system needs
e City Council information needs

o Initial needs assessment inputs

e Internal communications

¢ Business Case Report

e The process to revise functional requirements

We sent a draft copy of this report to the City Manager and the Director of Information Technology on
March 29, 2002. Their written responses are included as appendices. We appreciate the courtesy and
cooperation of city staff extended to us throughout this project. The audit team for this project was
Vivien Zhi and Amanda Noble.

Mark Funkhouser
City Auditor
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Objectives

We conducted this audit of the city’s enterprise resource planning (ERP)
pre-solicitation activities pursuant to Article II, Section 13 of the Charter
of Kansas City, Missouri, which establishes the Office of the City
Auditor and outlines the City Auditor’s primary duties.

A performance audit is an objective, systematic examination of evidence
to independently assess the performance of a government organization,
program, activity, or function in order to provide information to improve
public accountability and facilitate decision-making.! We designed this
concurrent audit to help management identify and manage risks while the
ERP project is ongoing. During the pre-solicitation phase our objectives
were to help ensure that:

e project staffing is appropriate;

e user needs are adequately assessed; and

e Dbenefits, costs, and risks of alternatives are identified and
considered.

We are also reviewing the draft RFP to help ensure that it is complete,
reflects user needs, and clearly describes selection criteria.

The purpose of this report is to provide information to the Mayor and
City Council on the project before the city releases an RFP for software
and implementation services. The 1998 Public Safety Radio
Investigating Committee found that lack of communication with the City
Council and lack of Council oversight were factors contributing to the
problems the city experienced in acquiring and implementing the public
safety radio system.’

Our fiscal year 2002 budget review noted that the city planned
substantial investments in information technology, including ERP, and
recommended the city continue to monitor and manage the risks
associated with these investments.’

! Comptroller General of the United States, Government Auditing Standards (Washington, DC: U.S. Government
Printing Office, 1994), p. 14.

? Report of the Public Safety Radio System Investigating Committee, September 1998.

3 Review of the Submitted Budget For Fiscal Year 2002, Office of the City Auditor, Kansas City, Missouri, February
2001.
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Scope and Methodology

We reviewed the city’s work to assess needs and develop requirements
and a business case for ERP. We conducted this audit in accordance
with generally accepted government auditing standards. Our methods
included:

e Participating as non-voting members of the Executive Oversight
Steering Committee and Business Process Cross-Functional
teams.

e Reviewing literature and audits from other agencies to compile
criteria for good practices in information technology (IT)
acquisition and implementation.

e Attending meetings to develop requirements and review current
processes.

e Reviewing project team documents and methods to gather
information.

o Interviewing city staff and elected officials.

e Reviewing prior audits.
We issued seven memos to the Director of Information Technology
between July 2001 and March 2002. (See Appendix A for copies of the

memoranda.) No information was omitted from this report because it
was deemed privileged or confidential.

| Back to Table of Contents

Background

Enterprise Resource Planning (ERP)

The city is looking into replacing its core financial and other applications
with an ERP system. ERP — enterprise resource planning — is an
integrated information system intended to bring all the information about
dollars, hours, projects, and employees into one database. The ERP will
replace aging systems. It is intended to help streamline processes and
make information easier to share among departments. The integrated
software requires less customization than previous stand-alone and
legacy systems, making it easier to upgrade and maintain. The
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applications and business functions under consideration for replacement
are:

e general ledger;

e accounts receivable;

e purchasing, encumbrances, and accounts payable;
e property, inventory, and asset management;
e human resources;

e benefits administration;

e payroll;

e time collection;

e budget preparation;

e cash administration;

e project and grant accounting;

e tax collection;

e revenue collection; and

e investment management

All city departments will be affected by the new system. The proposed
scope of the ERP system includes interfaces with existing city systems,
including the Oracle financial systems currently implemented by Water
Services and the Aviation Department. Over time, Water Services and
the Aviation Department would be expected to migrate to the new ERP
system.

Large Information Technology Projects Are Risky

The U.S. General Accounting Office (GAO), Offices of Inspectors
General, Kansas Legislative Division of Post Audit, and other
organizations have identified problems with IT acquisitions. Common
problems identified in numerous computer-related evaluations and audits
include information systems that do not meet users’ needs, exceed cost
estimates, or take significantly longer than expected to complete.

Many IT projects fail due to inadequate support from senior
management, lack of user involvement in planning, inadequate staffing,
and reliance on a vendor who is selling a particular product to assess
needs.
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Information Technology Acquisition Process

The GAO developed a model IT acquisition process.* The model
describes three phases in the acquisition process: pre-solicitation,
solicitation and award, and post award. This model is intended to give
an overview of the acquisition process and to help decrease acquisition
risks. Following the model can increase the likelihood that an
acquisition will meet an agency’s needs at a reasonable cost and in a
timely manner. We used this model and GAO’s audit guide in
conducting this concurrent review.’

The primary activities in the pre-solicitation phase are initiating the
project, analyzing requirements, identifying alternatives, and preparing

an acquisition plan and specifications. (See Exhibit 1.)

Exhibit 1. Acquisition Phases

Phases Steps in Each Phase

Pre-solicitation e Project initiation
e Analyze requirements
¢ Identify alternatives
e Prepare acquisition plan
e Prepare specifications
Solicitation and Award ¢ Maintain project structure
e Prepare solicitation
¢ Release solicitation
o Evaluate proposals
¢ Negotiate with vendors
e Select contractor
Post-award and Implementation e  Establish contract management
e Monitor contract performance
e Test and accept system

Source: GAO/IMTEC-8.1.4, Assessing Acquisition Risks.

City Project Organization

Several groups are working on the ERP project.

Executive Oversight Steering Committee. Department heads or their

designees make up the city’s ERP Executive Oversight Steering
Committee (EOSC). The committee serves as a policy and oversight

* U.S. General Accounting Office, Information Technology: A Model to Help Managers Decrease Acquisition

Risks, August 1990.

> U.S. General Accounting Office, Information Technology: An Audit Guide for Assessing Acquisition Risks,

December 1992.
4
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body and meets once a month. The committee is composed of 22
members, representing 12 departments.

The directors of Finance, Human Resources, and Information
Technology are the primary stakeholders of the project because they
have organizational responsibility for the core functions of ERP. These
directors are more actively involved in the project. They, the directors of
Public Works and Water, and the head of the Police Department’s fiscal
planning division formed a subcommittee so that some issues can be
discussed on a more timely basis.

ERP Project Team. Department directors assigned project team
members to work on the ERP project. Some of the project team
members work on a full-time basis, some have other department
responsibilities in addition to ERP. Team members’ primary
responsibility is to participate in all activities related to the ERP project.
The project manager is certified in project management and has
extensive experience managing technology contracts. Team members
represent internal and operational departments and have a mix of skills
relevant to ERP. Members are from Finance (system and payroll),
Human Resources, and enterprise fund departments (Water and
Aviation). Members have backgrounds in information technology,
finance and accounting, and human resources.

Business Cross-Functional Team. Department directors assigned
representatives to the Business Cross-Functional Team. Currently there
are 38 members on the team — Finance has 6 representatives and Water
Services has 5 representatives on the team. The cross-functional team is
responsible for carrying out the decisions and following the directions of
the EOSC. The team meets once a week to discuss issues related to the
project and provides feedback to the project team and departments.

Gartner Consulting. Ordinance No. 011208 authorized the City
Manager to enter into a contract with Gartner Consulting. Their primary
responsibilities are to assist the city in identifying an enterprise-wide
solution to replace and enhance the decentralized systems currently
performing its core business activities and to assist in preparing a RFP
for the acquisition of an ERP system.
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Exhibit 2. ERP Acquisition Phase | Schedule

Activity Start End
Project planning 7/30/01 10/12/01
Needs assessment 8/21/01 10/23/01
RFP development 10/8/01 6/17/02
Vendor proposal assessment 6/17/02 9/9/02
Contract negotiation 9/16/02 10/25/02

Source: ERP Project Schedule.

System implementation (phase II) is expected to take 24 months to
complete.

| Back to Table of Contents
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Summary

The city has followed a number of good practices in planning for the
ERP acquisition.

e Senior managers and system users are involved in the project.

e The project team has an appropriate mix of skills and experience.

e Project team members have been assigned to the project full
time.

e The city has not relied on a software vendor to assist in assessing
needs.

e The needs assessment was inclusive.

o The needs assessment considered system architecture and
capacity.

e The project team and consultant developed a strong business
case.

Following good practices such as these increases the likelihood that the
city will implement a system that meets its needs. However, the city will
face significant challenges in implementing a new system.

Gartner’s Business Case Report (March 2002) clearly identifies the
primary implementation risks. These include managing process changes
to avoid costly system modifications, committing adequate resources in
both time and money to fully implement and maintain the system, and
working with more complex technology and security needs. We believe
the most difficult challenges relate to governance, change management,
and system acceptance. The city’s current processes are decentralized.
An integrated system will require strong, centralized decision-making.
City departments will need to follow standard practices to achieve the
benefits of ERP.

Identifying risks is the first step in managing them. Strong leadership,
transparent decision-making, clear roles and responsibilities, frequent

and consistent communication, and ongoing training will be necessary
for a successful implementation.
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Good Planning Should Help Reduce Risk of Project Failure

Project Oversight Structure and Staffing Are Appropriate

The city followed a number of good practices in staffing the ERP project.
These practices should help reduce risk that the project will fail to meet
the city’s needs.

The city’s Executive Oversight Steering Committee involves senior
managers. Successful information technology projects depend on senior
management involvement and support throughout the project. Senior
management should define the project’s goals and objectives and oversee
the project. If senior managers are not involved, the project could suffer
from lack of resources or turf squabbles. The Executive Oversight
Steering Committee is composed of department heads, assistant city
managers, and senior managers from 12 departments. The committee
meets once a month and reviews and approves project documents.

We recommended forming a subcommittee of EOSC so it would allow
issues to be discussed more frequently as they arise and provide guidance
to the project team. The City Manager verbally appointed the directors
of Finance, Human Resources, Information Technology, Public Works,
Water Services and the head of the fiscal planning division of the Police
Department to be the members of the EOSC subcommittee. This group
meets at least once a week to discuss issues and review documents.

System users are involved in the project. Successful information
technology projects also depend on user involvement throughout the
project. Users are staff and managers who operate or rely on the
information resources supported by the system. If users are not involved
in the acquisition, the resulting system could be missing important pieces
and not meet day-to-day agency needs. System users are involved in the
cross-functional team and as subject matter experts in focus groups that
worked to identify functional requirements.

The project team has an appropriate mix of skills and experience.
Projects often fail because staff lack expertise or are expected to continue
their regular duties while also working on computer projects. The
acquisition team should have the necessary skills and authority to
effectively plan and execute the acquisition. Project staff should be
assigned clear roles and responsibilities and have enough time to
complete their tasks. The project team comprises a full-time project
manager and five full-time and three part-time team members
representing internal service and operational departments. Members
have a mix of skills with backgrounds in information technology, finance
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and accounting, human resources, and operations. Members from the
Law Department and Police Department have assisted the team on a part-
time basis.

In addition to in-house expertise, the city contracted with an independent
consultant to assist in developing a communications plan, needs
assessment, business case, and RFP. Some computer projects have failed
because an agency relied on a software vendor with a particular product
to sell to help with the needs assessment.

We made several recommendations to the Director of Information
Technology during the pre-solicitation phase regarding oversight,
staffing, and clarifying roles and responsibilities.

Needs Assessment Process Was Reasonable, But Highlights
Challenges

Gartner Consulting and the city’s project team followed a reasonable
process to identify user needs and existing system architectures.
However, some staff involved had a difficult time separating functional
requirements from existing processes and organizational structure. This
increases the risk that the city will fail to streamline processes while
implementing ERP and thus fail to achieve the benefits of ERP.

We identified 43 recommendations from previous audits and interviewed
the chairs of four City Council committees or their aides to help identify
functional needs for the system.

The needs assessment process was inclusive. The city’s project team
and Gartner Consulting conducted focus groups to define system
requirements. Participants were selected based on their familiarity with
city processes, the number and complexity of transactions they process,
and to get a mix of internal service and operating department
perspectives. The consultants provided groups with lists of common
requirements compiled from other governments. Groups met several
times to discuss the baseline requirements and additional city
requirements. The project team solicited feedback several times while
requirements were discussed and revised.

The needs assessment process was structured. Project team members
and consultants facilitated the meetings. Facilitators used a structured
process to help ensure that requirements are complete. Facilitators
encouraged participants to consider and write requirements in terms of
function — what the system needs to do — rather than process.
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The project team worked with consultants to identify existing system
architectures, and consider potential interfaces and capacity needs.

Draft functional requirements are consistent with prior audit
recommendations. To assist with needs assessment, we reviewed audit
recommendations contained in reports released from 1989 through
August 2001. We identified 43 recommendations relevant to ERP
planning. These generally dealt with the need to systematically record,
monitor, and analyze program and financial data. We also recommended
automating internal controls.

We also interviewed the chairs of four City Council committees or their
aides to identify City Council information needs that could be addressed
by ERP. While Council members and their aides rarely access financial
or program information directly from current systems, they recognize a
need for city staff to have easier access to more timely program and cost
information.

The draft requirements are consistent with our prior audit
recommendations and the need to better integrate cost and program
information. However, the extent to which the system will be able to
address these needs will also depend on decisions made during
implementation. For example, changes will need to be made to the
current chart of accounts to allow more detailed tracking of program
information.

The needs assessment highlighted implementation challenges. While
the process for defining requirements was reasonable, some participants
had a difficult time separating function (what the system needs to do)
from process (how the city does it now) and organizational structure
(who does it). Some participants also had difficulty thinking about
improvements to current processes and identified a number of constraints
that are not really constraints. For example, participants thought that
state records retention requirements prohibit automating current paper-
based processes such as time cards, which is not the case. There was
some disagreement among participants about the appropriate roles of
various departments and divisions. Participants also described different
procedures and different systems used in different departments to
accomplish standard tasks such as timekeeping and payroll.

The city risks automating current processes rather than streamlining to
achieve the benefits of ERP if users are unable to separately consider
processes and functions. The project team and Gartner Consulting
conducted educational demonstrations to show users how an ERP system
can work.
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The City Manager should periodically reiterate the purpose of the ERP to
department heads and stress that processes and flow of information will
change. Turf battles should be discouraged. Strong leadership,
transparent decision-making, and clear communication are needed to
overcome disagreements among departments and skepticism among staff
who have seen previous technology efforts stall or fail.

We made recommendations to the Director of Information Technology
on how to structure executive oversight steering committee meetings to
strengthen their role in decision-making. We also recommended that the
project team work on implementing the communications plan. The
project team has developed an intranet site to communicate with city
staff and are making use of the EPMO database to communicate with
cross-functional team members.

Business Case Identifies Benefits, Costs, and Risks

Guidelines for reducing risk in information technology acquisitions
suggest that organizations should assess alternatives for meeting
identified needs and assess whether the acquisition is consistent with the
organization’s overall information technology strategy.

The city project team and Gartner Consulting developed a strong
business case that identifies benefits, costs, and risks of an ERP system.
The business case appears realistic in light of user needs, expected
changes in the technology, and expected availability of maintenance and
other support. The budget estimates appear comprehensive, including
one-time and ongoing costs for system components and services,
estimates for application software, software installation, conversion, and
training. Implementing an ERP system and redesigning processes is
consistent with the city’s overall strategy of focusing on citywide
applications and minimizing customization.

City processes are fragmented. The business case identified current
business challenges the city is facing. Currently, the city uses more than
22 separate systems to partially automate its financial and business
processes. The lack of system integration and limited system
functionality results in challenges for the city, such as proliferation of
manual tasks, increased processing time, limited information access, and
lack of internet readiness.

The business case report recommends implementing an ERP system and
re-designing city processes to be consistent with the selected software to
reduce business challenges, streamline city operations, improve service
delivery, develop e-government strategies, and manage and reduce the

11
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overall risk to the city. This recommendation is consistent with the city’s
information technology strategy developed through KC-GO.

One-time and ongoing costs are identified. The business case also
identified costs associated with implementing an ERP system for the city
including both one-time and ongoing costs. Some technology projects
have failed due to lack of resources because costs were underestimated
or the cost of staff time was not considered.

The one-time costs of an ERP system for the city are estimated to be
within a range of $18.7 million and $28.2 million. Ongoing system
maintenance costs are estimated to be between $2.5 million to $4.1
million. Almost half of the estimated one-time costs are for integration
services, which include application software implementation, training,
data conversion, vendor project management, and out-of-pocket
expenses. The cost of staff time for people participating on the project
and the backfill of their positions are included. (See Exhibit 3.)

Exhibit 3. Estimated System Costs

One-Time Costs Ongoing Costs

Cost Category Low High Low High
Hardware and System Software $ 450,000 $ 630,000 $ 90,000 $ 120,000
Infrastructure 250,000 500,000 45,000 100,000
Application Software 3,300,000 5,000,000 400,000 900,000
Database Management System 80,000 160,000 18,000 36,000

Software (DBMS)
Implementation Services 8,500,000 11,250,000 N/A N/A
Enhancements 1,000,000 2,000,000 N/A N/A
Upgrades and Fixes N/A N/A 500,000 750,000
Staffing 3,000,000 4,125,000 1,000,000 1,350,000
Facilities 120,000 240,000 N/A N/A
Contingency 1,000,000 2,000,000 425,000 825,000

Total $18,700,000 $28,207,000 $2,478,000 $4,081,000

Source: Business Case Report.

12

Implementation risks are identified. The city’s project team and
Gartner Consulting have identified the primary risks of implementing an
ERP system. We believe the most difficult challenges relate to
governance, change management, and system acceptance. The city’s
current processes are decentralized. An integrated system will require
strong, centralized decision-making. City departments will need to
follow standard practices to achieve the benefits of ERP. However,
identifying risks is the first step in managing them.
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Risks Identified by Business Case

Governance. A new governance model will need to be established
to allow the ERP system to be managed to the benefit of all city
departments.

Change Management. The implementation of an ERP system will
require business process reengineering, which will place a
tremendous responsibility on departments to embrace change.
Resources. Staff commitment will be critical for a successful
implementation.

Time. Implementing an ERP system could require up to two years
to complete. The number of city resources applied to the project
and the approach will determine the implementation timeframe.
Technology. Advanced technology and enhanced application
functionality add complexity to the operation and support of the
system. This requires training for the technical support staff to
become proficient in new skill sets.

Training. Training on the use of the new system is essential.
Ongoing citywide training will also be necessary to ensure the
continued success.

System Maintenance. The city must be prepared to allocate the
resources necessary to test and implement major releases and
upgrades to the ERP system.

Security. Increased system functionality increases the need for
effective security policies, procedures, and administration.

Disaster Recovery and Business Continuity Planning. ERP
implementation will require the city to assess disaster recovery and
business continuity planning.

System Acceptance and Ultilization. Success of the ERP will
largely depend on acceptance of the system by the staff. City
departments may be reluctant to abandon ‘shadow’ systems,
become proficient with the new technology, and use the system as
intended.

Source: Business Case Report, March 2002, pp. 21-22.

Back to Table of Contents
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We made several recommendations to the Director of Information
Technology Department in seven memos between July 2001 and March
2002.

The Director of Information Technology should issue a letter of
appointment to the project manager establishing his authority,
responsibility, and accountability.

The City Manager should identify the project sponsor who is
responsible and accountable for the acquisition.

The Director of Information Technology should clearly define the
roles and responsibilities of the subcommittee of the Executive
Oversight Steering Committee.

In the implementation phase, the Director of Information Technology
should ensure that staffing for the implementation team is based on
the skills and level of resources needed rather than department
representation.

While planning for ERP, the Director of Information Technology
should consider ways to automate internal controls within the
system, and integrate program and financial data to allow for timely
monitoring, analysis, and reporting.

The Director of Information Technology should encourage
discussion in the EOSC meeting; summarize consensus points and
decisions in writing; and distribute the meeting minutes among
EOSC members, the project team, and the cross-functional team.

The Director of Information Technology should ensure the
communication plan is completed and implemented as soon as it is
feasible.

The EOSC should reassess the project timeline.

The Director of Information Technology should identify a
requirement revision process.

Back to Table of Contents
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Memoranda to the Director of Information Technology
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Inter-Departmental Communication

DATE: July 10, 2001

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor }7 W

SUBJECT:  ERP Project Oversight Structure and Stéfﬁng

We have reviewed the ERP project oversight structure and staffing and are
writing this memo to provide feedback for your use in managing project risks. We chose
this topic to address issues raised in discussions with you. We based our review
primarily on criteria from the U.S. General Accounting Office’s (GAO) Information
Technology: An Audit Guide for Assessing Acquisition Risks.

Summary

Senior managers and users are involved in the ERP acquisition project. The core
acquisition team, defined in the phase I staffing plan, has the appropriate mix of skills
and experience to manage the project. However, the city manager should identify the
project sponsor who is responsible and accountable for the acquisition. We also suggest
you issue a letter of appointment to the project manager establishing his authority,
responsibility, and accountability. These actions will clarify responsibilities to
effectively plan and execute the acquisition.

The initial focus on ensuring department representation has created groups that
are too large to be effective. Both the executive oversight committee and the cross-
functional team have created at least informal subcommittees, which is a reasonable way
to manage the size of the groups. The roles and responsibilities of the subcommittees,
however, should be clearly defined. The cross-functional team has identified 258 subject
matter experts, which is probably too many to use effectively. The effort to be so
inclusive could backfire, as people are less involved in decision-making than they were
originally lead to expect. In the implementation phase, we suggest you ensure that
staffing for the implementation team is based on the skills and level of resources needed
rather than department representation.

Issues and Observations
Management and User Support Essential

Senior management involvement and support throughout an acquisition is
essential for the project’s success. Senior management should envision the acquisition

17
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goals, define objectives, and oversee the project. In addition, the project should have a
sponsor who is responsible and accountable for the acquisition.

Users should also be involved and provide support throughout the acquisition to
ensure that their requirements are understood and that the resulting system is accepted
and used. Users are those who operate or rely on organization information resources and
include the managers and staff responsible for agency policies and programs supported
by the acquisition. User involvement in the acquisition process will help avoid the
development of products that ultimately do not meet agency requirements.

Executive Oversight Committee involves senior managers. Department heads
or their designees make up the city’s ERP executive oversight committee. The
committee serves as a policy and oversight body and meets once a month. The
committee is composed of 22 members, representing 12 departments. The committee’s
roles and responsibilities are defined and reiterated at every meeting.

The directors of Finance, Human Resources, and Information Technology are the
primary stakeholders of the project because they have organizational responsibility for
the core functions of ERP. These directors are more actively involved in the project and
have met informally to discuss project needs. Some representatives from operating
departments expressed frustration and complained that they are being left out of the
process, that decisions are already made and out of their control. While it is appropriate
for the Finance, Human Resources, and Information Technology directors to work more
closely with the project and meet more often than once a month, their role as a
subcommittee should be formalized with clearly defined roles and responsibilities.

Users are involved in the cross-functional team. Department directors assigned
representatives to the cross-functional team. Currently there are 30 members on the team
— Finance and Water Services each have 5 representatives on the team. About 18
members regularly attend the weekly meetings. The cross-functional team is responsible
for carrying out day-to-day functions. The team has worked in subcommittees to develop
the contract scope of work with Gartner Group, draft staffing requirements for phase I of
the project, and compile a list of subject matter experts to assist with needs assessment.

Users have also been identified as subject matter experts. Cross-functional
team members were asked to submit names of subject matter experts knowledgeable
about the core and operational business systems from their departments. The subject
matter experts are intended to participate in focus groups to help the consultant conduct
needs analysis. Because every city department was required to submit subject matter
experts for 12 functional areas, 258 individual subject matter experts have been listed so
far.

Size of subject matter expert group is too big to be effective. The cross-
functional team has identified 258 subject matter experts, which is probably too many to
use effectively. Current plans are to hold 12 focus groups based on functional areas.
However, focus groups work best with 6 to 12 participants. Larger groups are difficult to
moderate and it is difficult to ensure that everyone actively participates. The effort to be
so inclusive could backfire, as people are less involved in decision-making than they

2
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were originally lead to expect. The project team should select a smaller group for the
focus groups and be clear with subject matter experts about their scope of involvement.

Project sponsor should be formally identified. The project sponsor is
responsible and accountable for the acquisition. The EOC and cross-functional team
have acknowledged that the city manager is the project sponsor. However, it may not be
clearly communicated throughout the rest of the organization. The role of the project
sponsor should be made visible and explicit.

Acquisition Team Needs Appropriate Skills and Authority

The acquisition team should have the necessary skills and authority to effectively
plan and execute the acquisition. Project management for an acquisition is accomplished
primarily by a project manager and staff responsible for carrying out project activities.
The project manager should have sufficient authority and an appropriate mix of skills and
experience to successfully manage the project. The acquisition project staff should be
assigned clear roles and responsibilities. The team should include members who are
skilled in the information technology procurement process, understand the technology,
and have experience in managing contracts. The team should also have members
knowledgeable about the programs that the acquisition is to support.

Core project team has appropriate mix of skills and experience. A
subcommittee of the cross-functional team developed a staffing plan with defined roles.
The core project team comprises a full time project manager, two full time assistant
project managers, four full time project facilitators, and a project attorney. The project
manager is certified in project management and has extensive experience managing
technology contracts. Team members represent internal and operational departments and
have a mix of skills relevant to ERP. Members are from Finance (system and payroll),
Human Resources, and enterprise fund departments (Water and Aviation). Members
have backgrounds in information technology, finance and accounting, and human
resources.

Formal appointment would clarify project manager’s role. GAO suggests
that the project manager should have a charter to establish authority, responsibility, and
accountability. According to the project manager, the EOC has not issued a formal letter
establishing his authority to manage the project and there is no formal letter from city
manager of his appointment. You or the EOC should issue a letter of appointment to the
project manager establishing his authority, responsibility, and accountability to clarify his
responsibilities in planning and executing the ERP acquisition.

Staffing for implementation team should be based on skills needed rather
than department representation. While the core acquisition team has the appropriate
skills to manage phase I of the project, the process to establish the cross-functional team
did not guarantee this outcome. When selecting staff for the implementation team, we
suggest you first identify the skills and resources needed to successfully implement the
new system. This would ensure an appropriate mix of skills and experience to manage
the system implementation.

If you have any questions, please feel free to contact me or Leslie Ward.

3
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Inter-Departmental Communication

DATE: July 27, 2001

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor 7 W

SUBJECT: Previous Audit Recommendations

We have reviewed audit recommendations from our work that could be relevant
to assessing needs for the ERP project. We are writing this memo to provide information
for your use in managing project risks. We reviewed recommendations contained in
reports released from 1988 to the present. -

Summary

We identified 43 recommendations that should be considered in planning for the
ERP. The recommendations relate to finance and accounting, asset management,
purchasing, work order management, human resources, fleet management, grants
accounting, and tax collection. Generally our recommendations dealt with the need to
systematically record, monitor, and analyze program and financial data. Some
recommendations were more specific — identifying data or process requirements, such as
specific performance measures, and implementing an automated three-way match to
process invoices. While planning for ERP, we suggest you explicitly consider ways to
automate internal controls within the system, and integrate program and financial data to
allow for timely monitoring, analysis, and reporting.

Issues and Observations

Financial and Accounting. The system should provide easily accessible cost and
revenue information at the program and subprogram levels. We have recommended a
number of cost related performance measures, such as operating costs per recreation
program hour, cost per city work station, and tracking fixed and variable snow removal
costs. We also have recommended tracking cost recovery for fee-supported programs
and the degree to which dedicated revenues cover program costs.

Asset Management. The system should facilitate reconciliation of inventories,
purchases, and disbursements, and should maintain accountability for the city’s assets.
Our recommendations have focused on the need to strengthen controls over inventories,
fixed assets, and cash.

Purchasing. The system should automate and streamline the control
environment. We have recommended implementing an automated three-way match
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(purchase order, invoice, and receiving report) to process invoices. We also have made
recommendations to update vendor files and automate vendor compliance checks.

Work Order Management. The system should allow management to track and
monitor a program’s workload, timeliness, and performance. We have made a number of
recommendations regarding the need to monitor program performance, using measures
such as timeliness of park maintenance repairs and comparing work hours to benchmarks.
We have also recommended tracking contractor compliance in minor home repairs.

Human Resources. The system should integrate information, eliminate the need
for duplicate data entry into multiple systems, and provide for monitoring trends in the
workforce. We recommend in a forthcoming follow-up audit of the Human Resources
Department that the new system allow applicants to complete one job application for
consideration for any job for which he/she is qualified and interested. The current system
requires Human Resources staff to enter applicant information by job. We are also
recommending that the Human Resources Department track trends in hiring, diversity,
promotions, and turnover.

Fleet Management. The system should facilitate tracking performance measures
and operating costs, scheduling preventive maintenance, and developing vehicle
replacement plans. We have recommended the Public Works motor equipment division
develop procedures and training to guide in the consistent use of the fleet management
system enabling use of the system to reliably track performance measures, including
downtime and re-work. It is noteworthy that the current system was designed to track
performance, but inconsistent coding and work order processing limited the system’s
usefulness.

Grants Accounting. The system should facilitate accurate accounting and
reporting of grant-funded program revenues and expenditures. We have recommended
that departments gather and maintain information on the costs associated with
administering grant funds that are reimbursable under OMB Circular A-87.

Tax Collection. The system should allow for processing electronic tax payments.
We have recommended the finance director explore alternatives and promote electronic
tax payments as a way to speed tax payment processing. We have also recommended
that the Finance Department track unpaid sewer special assessments.

Attached is a spreadsheet that lists the audit recommendations related to these
areas. While most of the recommendations are specific to individual programs, we
believe they have broader applicability for ERP system requirements. If you have any
questions, please feel free to contact Leslie Ward or me.

Attachment

21



Concurrent Review.: ERP Pre-Solicitation

140 | ebed

‘uone)SHIom Jod 1S00 puB JUSWISOAUI

SINSBa\ aoueULIoNad
juswpedsQq

Buunoooy pue [eloueuiH uo uinjas YoeJs} pinoys ABojouyos | uonewWIoU| JO JOI0BIIP 8y ] 10/€0 ABojouyoa | uoneuwnoju)
SaINSeay SoUBWIOUSd
‘Buipuads ABojouyoa} apImANo Jo Jusosad e juswuedaqg
Bujunoooy pue |eloueul (se 186png s, | 2.} pjnoys ABojouyos | uonewIoju| JO JOJ0BIIPp Sy 10/€0 ABojouyoa ) uonewoju|
"S81I0JUBAUL| 8]qiiaAu0D Jo Buyunoooe Ajpwiy pue spuny sbueyo
Buiunoooy pue [eioueuld| paubisse Jo Bununosoe Ajep asnbai pnoys juswpedsa uonealsy ysen
pue juswabeuely Jssy| pue syied ay} Jo 1030a1ip oy ‘ajqedlidde se ‘pue sebeuew Ajo oy | 96/10 Apad pue spun4 abueyn
*Sya0m o1qnd jo 101081p
8y} 0} sarouedsuosip jueayiubis podas pue saseyoind yyum Alojusaul
Buipus pue Bujuuibaqg sjiouCoal pINOYS UOISIAIP 8| "SJUN0OD
1oNpuo9 Jou op sway AlojusAur Buipnguisip Joj ajgisuodsal ale oym
s|enpiAlpul os sainp jo uopebaibas Jadoid yum ‘sjunod Alojusaul
Bunonpuod 1oy sainpaooid pue saioljod uspm dojaasp pinoys
Bununodoy pue |eloueul4 UOISIAIP 39U} ‘wnuiuiw B Jy “AJOJUSAUI JOAO S|0Jju0D uayibuals uoising
pue juswabeuey Jossy pinoys uoisialp Juswdinba Jojow a8y} Jo Juspusiuliadns ay | 66/20 juswdinb3 Jojopy
Buunoooy pue [elouelld ‘siseq Ajlep B UuO pajIouodal 8Je Pasn SjusWINIop pue ‘spJodal dn mojjo4
pue juowabeuep 19ssy| soles ‘pajas||0d SaluoW ey} 8INsud pjnoys Jebeuew weiboid sy |, 00/€0 weiboid soisels [euA
Bupunoodoy pue |eoueuly ‘wivysAs Alojuaaul ales Jo juiod ay) 0} pappe aJe swe)l AIojusAul dn mojjo4 sjonuo)
pue juswebeuel JossY UOISS9OUOD 8INSUS PINOYS UOIJESI9Y PUE SHIBd JO JOJOalIp 8y 00/01 AJOJUSAU| 8SIN0D) JIOD
“Sp[ol AIJUS AlojepUuew o4 ajnpoul
sjasse poxiy} SIN4 aY) Ul s1Iequinu Jopio aseyoind pue slaguinu $S07
wswobeuepy jossy| |euas Joj spjaly indui ay} Jeyy ainbea pinoys aoueul4 JO J0}aIIP 8y | 16/€0 pue abeweq ‘quspiooy
‘sjosse Ajo BuinjoAul sass0|
pue sabewep ‘sjuepiode Jnoge uoljewdoyul buiodel pue BuizAjeue
‘Bunj0a]|02 J0j WalsAs e Juswajdw) pue sainpeoold ysige)ss o} $S07
Juswebeue Jossy| Joyjobo) 3Iom pinoys siieyy ssauisng pue adueuld JO SI0)0alp Y| 16/£0 pue efeweq ‘quapiooy
‘welboid uoneuriojul Juswabeuew YsLl aAIsusyalduos
B OJUl UOHEWUIOJUI SSO| puk ‘ebewep ‘Juspiooe Jo Buiuods: dn mojjo4 sso
juawabeuepy 1ossy pue sisAjeue ‘uopoajjo2 sy} aelbajul pjnoys Jabeuew Ajo ay | L0/10 pue ebewe( ‘Juspiooy

Baly [euonoung pojeloy

SUoHEepUaILLIO0DdY

9jeQq osesdjoy

uodey

22



Appendices

/ Jo z obed

Bununoooy pue jeoueUl4

‘sjuswAed |ejuswolddns uonesusdwod Joaylom
s./)10 ay} jo Junowe ajebaibbe sy jo Buodal pue Buuojuow
aunnoJ Joj wa)sAs e uiejuiew pue dojaaap pinoys Jabeuewu Auo sy

96/10

welboid
uonesuadwo?) S OO
juswpedaq ali4

Bulunoooy pue |eoueuld

‘sjeob A1anooal

1809 paysijgelse ay) pue pabieyo sjunowe 99} sy} Jo Jusuisnipe
pue majaas olpoliad Joj WIS|UBYOSW B SpNnjoul OS[e pINoYs Wa)sAs
padojaasp 8y ‘JUSLUWOD PUB MBIASI 1O} [IDUNOY 8U} 0} uosliedwod
SIY} Jo s)nsal ay} jo Buipodal aipouad sy pue seijod jounosn

AuD Aq paysijge)se asoy} 0} SOLIDA009 }SOD [BNjOR JO uosliedwod
aunnol apnjoul pinoys waysAs padojanap sy Ajuoloejsnes
pajo1dwod sj Iom SIU} JBY} DINSUS 0] S8)el AIBA0D8I }S00

|enjoe aje|nojed pue sanjpuadxe pue SenusAal 93} yorl) Aay] se
sjuswyedap Jojuow 0} WwasAs e ysijgelse pinoys Jabeuew Ao oy

86/20

sabieyn
90IAI9G pue 99

Buunoooy pue [eloueuld

"payuapl Ajlenpiaipul

9q 0} 98} YOBa 0} PBJOSJ|00 SONUBASI 8} SMOJ|E Jey] Jauuew
e Ul AJIAIOR PaSEQ-99) YOBa 10} Pajoaljod SanuaAal sy} Bunjoel
uibaq o} syuswipedep j0a4ip Jayuny pjnoys Jebeuew Ayo ay i

86/20

sabieyn
90IAI9G puUR $994

Bununoooy pue jeloueuld

‘swelboid papoddns-a9} 10} A1anooal

1S09 JO |[9A8| 8y} pue pazuoyine atam Aayy yoiym Joy swesbosd
sy woddns anusaas psjedipep Yoiym o} 9a1bap ey ‘sweisbordgns
pue sweiboid 10) SSNUSASI JO 92INOS BY} JNOGE JUSWNOOP
196pnq 8y} Ul uoewLojul dJo0w spiroid pjnoys Jebeuew Ao ay |

86/10

6661
JeaA [eosi4 10} }ebpng
PaRIUGNS B} JO MOIASY

BuiuNoooy pue [erouBUI4

oy weiboud sad 3s00 Bunesado

‘anoy juedoied Jad 3s00 Buyesedo ‘epden Jed 1500 BueiedO-
*81509 Bunesedo weiboud

J0 Jusoiad e se enuansi pajelsusb-welboid — A1on0d31 1S0D-

‘ '$1500 wesboud

[e10] Jo Juadsed e se siajsuel punj [esauab — poddns puny jesouss)-
:salnseaw

soueuopad pspuswwodal Buimojjoy ydope 0} siauoISSILIWOD
uoljealday pue syied J0 pleog ay) AQq UOHEISPISUOD 10}

uojnjosal e asedaid p|noys uoleslosy pue syled Jo Jojoalp syt

00/€0

salnseapy
aouewIONRd Weibold
uoljea.osy Juswpedsq
uoljealday pue syied

ealy |[euonjoung poaje|ay

SUoHEpUBIWIODdY

ojeq osesjay

podoy

23



Concurrent Review.: ERP Pre-Solicitation

1 jo ¢ ebed

Juswabeuep 1094

‘sjuiod yuswaoeidasr wnwiido jsouw ay) je snjeiedde

Buioe|dai Joy ueld Juswaoe|dal syl dlWoOU029 ue Buidojeasp pue
‘s1s09 Buesado pue soueusiulew awiayl} Bupoel ‘eouBULUIRW
aAiejuanaid Bulnpayos 1oy pesn aq pjnoys wajsAs ayy

‘wnwiuiw e Jy “waysAs uonewloyul Juswabeuew jesy peseyoind
MBU B} JO 8sh }s8q pue paulBjuIBW 84 O} Blep 8l sullLI1ep

0} Juswipedap syJom oliqnd Sy} Upm HI10m PInoys a4i4 JO Jojoalip 8y

§6/S0

dn mojjo4 Juswabeuepy
snjeseddy a4

wswebeuel Jo0|4

“}I0M-81 pue awiumop Buipnjoul ‘sainseaw eouewouad
yoel) Ajgeljas 0} WwalsAs sy Jo asn ajqeus 0} WalsAs Juowabeuew
199} 8U} JO asn JualsIsuod ay} ui apinb o} Buluie; pue sainpadoid

dojoasp pinoys uoisiaip Juswdinba Jojow sy} Jo JuspuajuLiedns sy

66/20

uacisiAlq
juawdinb3g Jojopy

juswabeueyy 10914

Juswdinba pue sajoiyaa A)10 Jo uswaosejdas pue
Buipuny onews)sAs ay; Joj apirosd o} welboid Buipuny Juswaoejdal
swdinbs ue juswsidw pue dojoaap pinoys Jebeuew Ao ey

66/.0

dn
'MOJ|04 [eAOWSY mous

juswabeuep
J9pIQ }OM PUE J991d4

"UOlEd0|

jewndo aiow e o} Juswdinbas Jo yeys Buigeoojjess 10 uoyeoo)
uone)s e BuiSooyd usym awiy asuodsal Yjm paulguuIod UoRBWIojUL
sy} asn pue Ajjesipouad peopriom podas pinoys §8iyo ally 8y |

00/60

dn moj04
UOHEDO]|Y 92JN0SaY ali-

Buiunoooy pue jeiouBUI

"SWLIO)S JOj SISO Paxy JO ajewl}sa ue Jo JuswdoeAsp apnjoul
pINoys pue UOIBWLIOJUI JoYJeam pue ainjipuadxa |eoLIo}sly Uo paseq
aq p|noys sisAjeuy ‘uosledwod Joj prepue)s e Buipiroid Jo asodind

3y} Joy apnjubew Builiea jo swio)s 10} SIBWYOUR] }SOD Uslqelse
os|e pjnoys ay ‘uolippe u; "Jeak sbelaae ue 1o} suseped Jsyjeem
pue sainypuadxa uo paseq sjesodoud }96pnq [eAowlas mous jenuue
dojaasap 0} anunuod pinoys Jabeuew UOISIAIP dujel) pue }8ai)s ay |

¥6/20

weibold [eroway Moug

Bununoooy pue [eroueuly

‘syjunowe aseyaind wnwiuiw jo bugepdn pue uonejnojed
Jayndwods apnjoul 0} wissAs Bulljig pazusindwod mau ay) puedxe
0} UOISIAIp Wi)sAs uoljewlojul sjuswiedap adueuly 8y} Wolj
Jouuosiad yum iom pjnoys juswiedaq JoJe A\ U JO J0J08IIp By |

¥6/¥0

SO[ES JoJe N 91BSa|OUM

Bununoooy pue [eroueuly

*ss920.4d uojone sy} ul spew sebueyd

1O SSOUBAIIOBYO 9y} SUILWISIBP 0} JOPJO Ul JUNOWE pig PUe ‘UoIIPUoD
418y} ‘uoljoNe Je PIoS SSIOIUBA dY} YOBI} O} W)SAS UORULIOU

ue dojsAsp pinoYs a9ueul4 PUB SHIOAA 2Hignd JO SJOJoa.Ip 8y |

G6/10

weiboid a01A19g MO |

Boaly [euonound pajejoy

SUOIEPUDLILLIODdY

?)je oseojoy

yodoy

24



Appendices

1 10 1 abed

S90IN0SVY uewnH

‘Juswipedsp

$92IN0sa4 Uewny ay} pue sjuswpedsap bugesado ussmiaq ejep jo
Jajsuel) D1U0LO3ID Jo} apinoLd Osje pjnoys Wa)SAS 8y "UOlBWLIOUI
uonisinbas pue yueoydde usamiaq aoeUSIUI UR UM WB)SAS
uonewlojul [puuosiad aaisusyaldwiod e jo Juswdojaaap apnjoul
pinoys ueid ay] ‘ABojouyos} uoieunou; sjuswpedsp sy Buepdn
Joj ueld e dojoasp pinoys se2IN0say UBWNK JO JOJOSIP By |

S6/€0

S92IN0STY uelinH

$90IN0SOY UBWINKH

"S}S00 8NNy SZIWIUIW pPUe ‘@1nny dy} Ul saunfur Jejiwis Buguansid jo
spoye anosdwi ‘salnful sy Jo ainjeu sy} 8zAjeue 0} pasn @q pinoys
waIsAs ay | “saunfui Jo sadA} pue s}sod uoiesuadwon s Jaylom
a)efbaibbe Jojuow 0} WwajsAs e dojasp pinoys Jabeuew Ao sy

96/¥0

wesboid
dwo) s oo 2l

$090IN0S8Y UBWNY

‘weyshs 443 s A0 ay) Joy Bunedaid usym seoipoesd saoinosal
uewny apIMAJD JO SBWOIINO0 Y} Buloyuow pue Buiuued 82Jopyi0Mm
10} SPIdU BJEP JSPISUOD PINOYS S82IN0SIY UBWINKH JO JOJ0alIp 8y |

10/80

dn mojjo4 Juswyedag
$82IJN0SaY UBWNH

$80JN0S9Y UBWnH

"payijenb pue pajsalajul

st Juedijdde ay} yoiym Joj qof Aue 1o} uonelapisuod 10} uoneoldde
auo Ino |11} 03 syuedijdde mojje pinoys sainpadold "sainpaososd Buly
JUBLIND SSIASJ PUE MBIABI O} WIBISAS 4y S AN0 8y} Bunuswaldwi
pue ‘pajuswaidw i ‘sabueyd Jayeyd ybnoayy papiroid
sapiunpoddo sy axe) pinoYs $82JN0say UBWNH JO J0}08lIp 8y |

10/80

dn mojjo4 juswedaq
$92IN0STY UBWNKH

Buiunocoy syuels)

"SJOBJJUOD
Juelb Ul Ypo) 18S SUORIPUOD YIIM SOUBPIODOR Ul PAsSN SJe S90IN0Sal
ey} aunsus 0} pajuswaldwi aq os[e pinoys sjojjuo) ‘salnyipuadxe

weuboid Buiodas pue Bujpunosoe ul Aoeindooe ainsud 0} sainpeososd

pue sjoiuod [eussiul Jadoud juswajdw pinoys 10y08ap weibosd ey |

26/10

welboid
92UBJOIA 2nsawWwoq

Bununoooy sjuels

"S]S0D S|GEMO|[E Y} JO SjuswasInguial

Bupiess uibaq sjuswpedsp ainsua pjnoys Jabeuew Ao

8y} ‘panoidde aouQ jeaosdde Joy Juswiuianob |esapay ay; o) ueld
uopeso)|e 1502 padojoasp sy} yum Buoie s1s00 assy) Jwqns pjnoys
JobBeuew Ayo sy '/g-Y JBINDJID GWO Jepun ajgesinquiial ale jeyy
spuny juelb Bup)SIuWPE Y)IM PSIBIDOSSE SISOD Bt} U0 UoKRWIoUI
uiejuiew pue Jayieb o} syjuswpedap Joaip pinoys Jebeuew A0 syt

86/20

sableyn
90IAI9G pue So94

Baly [euoljoung pajejoy

SUOIJepUaWIIOIDY

9je( oseojoy

yodoy

25



Concurrent Review.: ERP Pre-Solicitation

] J0 G abed

"saAljeuld)je buissasoud oiuondsie

uono9||0D Xe L ajowoid pue aJojdxa 0} BNUIRUOD PINOYS JOJOBIP ddUBUY BY | 10/S0 UOISIAIQ &NuaAsy
"SHWI| W} JoBHUOD 90I04UD pue ‘sawi} qol pasdels yoeun
Bununoooy| Apunnol ‘sawi} uonsijdwod 1oenuod payadxe dojoasp o) oseqejep dn mojj04 weiboid
109014 pue Buiseyoind s,weiboud sy} ul uoiewoul dsn pinoys Jebeuew welboid ay | 66/€0 Jiedoy swoH Jouin
‘snye)s 9|qibijaul 0} Sapod uoNOe sAewye Jo abueyo
‘papoedxa sI Jwi| ay} Ji ‘pue Jedh |eosyy sod ssauisng A0 JO 000°GS
0} pa}iij SIOPUSA 0) papJeme siapJo aseyoind 0 Uoewwng-
uoiedxe
uodn snyejs sjqibijoul 0} sepod uopde aaewliye Jo abuey)-
:wis)sAg Buiseyound papuaix3 sy Aq pawopad
Ajleonewolne ale suopouny Buimoj|o) 8y} Jey) ainsus pINoyYs UOISIAIP dn mojjo4 Juswpedsqg
Buiseyoind; saiddns pue saseyoind sy pue Juswpeda(] suoleldy uewnH 8y 16/2L suofe|ay uewnH
‘2661 Ui jeuonelado
aq 0} pajnpayds SNH a1 jo walsAg Buiseydind papualx3
SU} Ojul pauIquIod 8q Aew SBJl} 8U) JBY) 0S AIBSS908U SI SIYL
"SI0puaA Jo Bunsi| Jeisew e a)eald pue sI0pudA aaldeul abind ‘say
JOPUBA 419y} Udsam)aq Sa|ouedaldsip ||e Sjeuiwi® PINoys UOISIAIP dn mojjo4 juswpedaq
Buiseyoind| saijddns pue saseyoind ayj pue Juswpedaq suolejey uewnH sy 16/21 suone|ey uewnyH
‘sjuswpedap Bupelsdo o} aoue)sisse Bupoenuod spiroid pue ‘ajiy uonejuawajdwy
JOBJJUOD JBJSEW B UIEJUIBW ‘S}OBAUOD M3IABI Ajuoyine Buijoenuoo UOIEPUBSWILIOIDY
Buiseyoing lenuad e jeyy Bulinbai Agljod e dojaasp pinoys Jebeuew Ao sy 86/21 Bej4 pay
-sabueyo wsjsAs Jayjo
J0 |eunpa20.d Y)im SWOIISA0 9g UBD 3say) Jayiaym Bujuiwislop pue
sojoeysqo sjqissod Buihyuapl apnjoul pjnoys siyl (Kodal Buinieoss
pue a210AUl ‘19pio dseyoind) yojew Aem-sasy) e Guuswsidwi Jo S|05U0D) WAYSAS
Buiseyoind| Aupigisesy ay} sjebizsaAul 0} 9nuUOD PINOYS 8oUBUI JO J0J0BIP BY | 86/21 wswabeuey |eroueur
: S3INSES|\ 9oUBWIOUSd
"saseyoind 1oy awuedsg
Buiseyoind awiy punoseusn xoeu} pjnoys ABojouyoa ) uoRewLIo| JO J0}08IP BY | 1L0/€0 ABojouyos | uonewLojuj
‘aoUuBeA }S0D pue awi 109foid SAINSES|\ doUBWLIOUSH
‘saAljeiiul Jofew Joy pue Jow sauo)sajiw uswabeuew josloid swuedsq
Bununoooy jo8foid J0 Jusolad yoeu; pjnoys ABojouydoa | uolBWLIOU) JO JOJ0BIIP BY | L0/E0 ABojouyosa] uoneulolu]
Baly [euoljdung pajejay SUOIJEPUBWILLIOIDY ajeq asea|ay poday

26



Appendices

1 40 9 ebed

juswabeuely JopiO YoM

‘weysAs JoIndwod MaU B} WOl S|ge|IBAR SBW008(] UOHEWIOoMUI
se ‘aouewopad weiboid pue ssauljowi ssa00.1d ‘peopIOM yels
10} splepue)s dojeasp pjnoys Jabeuew uopealssuod Auadoid ay

¥6/¥0

welboid
sBuipjing snolsbueq

juswabeuepy 19pI0 FIOM

“Jiedas swoy Joujw

oy} uj paquosald se s)iwij dwi} 9jqeuoseal 80104ud pue ‘uona|dwos
qol o} preme qol wouy pasdeje awny sy} yoel} 0} walshs e dojorap
pinoys juswdojeaag Ajunwiwo) pue BuiSno} JO J0}0RJIP 8y |

¥6/90

welbold
Jieday SWOH Jouly

Juswebeue)y JopiO YOM

"spiepue)s

awy Ajuoud jsuiebe siieda. Jo ssaulpwI 8y} 9zAjeue 0} pue ‘siepio
sJom 3sanbau siedas Juswinoop pue “joeyy ‘atedasd o} wesboud
J9Indwod s,uoIsIAIp 8y} asn o} paubisap sainpaoold dojenap
pINOYS UOISIAIP S321AI9S Soueuajulew yled oy} Jo Jebeuew sy

96/20

dn mojj04
soueuULBUIB SHIed

Juswabeuepy JopI0 NIOM

"SHSE} S0UBUBJUIBW SUNNOI SB |[om SE Sliedal SNnosue|j8osIW

10} S19pJO Yiom Moesy pue asedaid pue ‘sjpas| Buiyels pue

Spaau aoueUdjUBW ‘A)ARONPOId UOISIAIP/OLISIP Uo suodal atedaud
pue ssesse :Bulinpayds ul sa1ousolydul Ajjuspl (S90IN0Sal JO asn
SJoM}sIp yoes usamjaq suosuedwoo axew ‘Aiobajeo Ayaoe yoes o)
pajeoo|je awl} JO Junowe dy} JojIUoW ‘SPIEPUB]S JO SSaIX8 Ul SInoy
Ajuapi pue spiepuels paysiiqelso suiebe syse} paubisse a19jdwod
0} paiinbal sinoy [enjoe aiedwod (SINoY }IOM JO 3Sh S UCISIAIP U}
Buipsebai uonewlojur yim juswabeuew apiaoid 0} pasn aq pjnoys
waysAs auyy ybnoiyy pajoslioo ereq “esodind siy; Joy peseyoind
asemyos oy} Butsn wa)ysAs Buodas pue Buidesy swiy e Jusweidu
pINOYS UOISIAIP S80IA19S 9dueusiuiew yied ayj jo Jebeuew sy

96/20

dn mojjo4
souBUBURI SHIed

yswabeuepy JopIO YIOM

‘awi} }s41 8y} panjosal sjsenbai

ysop djay Jo jueosad pue ‘aw X, Ul paAjosal sjsenbal ysep disy
10 jus0Jad ‘sysenbal aseyound pajejed || Jo Jaquunu ‘(weysAs suoyd
‘JJomjau ‘ewrelulew) pautejulew wasAs Jo Jaquinu ‘(Juswebeuew
109loud ‘jonuoo abueyo “ysep dijsy) adAy Aq sisenbas aoiAles

10 Jaquinu ay yoeu) pinoys ABojouyda | UOHEWLION| JO JOJO8IP Y|

10/€0

S9INSES)\ 90UBWIOLSY
juswedaq
ABojouyoa ] uonewIou|

uono8j|0) Xe

“S||Iq JuswIssasse |eoeds Jomas predun
[enpiaipul Bunjoeuy 10y wiaysAs e dojoasp pinoys J0joaiip 8ouBUl 8y |

96/60

JUSWISSasSyY
Jomag Aieyjueg

ealy [euoljoung pojejoy

Suojepuswiwoday

9je(q oseojoy

yoday

27



Concurrent Review.: ERP Pre-Solicitation

140 2 ebed

"padlojus pue ‘pajepdn ‘paljIeA

Buiseyoind Ajpugnol ase sjuswannbas uonedidiped 10}0enU0D JBY) 8INSUS 0) dn mojjo4 weiboid

pue juswabeuey J9pIO YOM| sainpadoid juswsidwy pue dojaaap pinoys Jebeuew weiboid ay | 66/€0 Jieday SWOH Jouly
‘uopjesytpow Jofew 1o uojoNIISUOD 82IN0S

mau Joj suoneoldde jenpiaipul Buimaiaal Jusds sy Buguswinoop weiboid

swebeuey JopiO YOM |  Jo walshs e juswaldwi pue dojeasp pinoys Jebeuew welboid ay | 16/2L jonuod Ajenp iy

Baly [eUO}OUN] pojejoy

SUOIEPUBWILLIODDY

9)je( oseojoy

nodoy

28



Appendices

Inter-Departmental Communication

DATE: September 21, 2001

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor 7 W
L M——__

SUBJECT:  City Council Information Needs

We interviewed the chairs of four City Council committees or their aides to assess
the City Council’s information needs that could be addressed through the ERP project.
We are writing this memo to provide information for your use in managing project risks.

Summary

Council members and their aides rarely access financial or program information
from current systems. They generally request information from the city manager or
program staff. Some council members recognize a need for city staff to have access to
more timely program and cost information. We recently recommended that the city
manager provide the Finance and Audit Committee expanded quarterly financial updates
to include program performance information and risk assessments to inform the Council
of emerging issues. ERP, if it integrates program and cost information, could be a useful
tool in implementing this recommendation.

Issues and Observations

The council members and aides that we talked to said that they generally do not
access information directly from the city’s information systems. Except for looking up
ordinances on-line, they generally rely on information from the city manager or program
staff. Some aides told us that they could look up information in KIVA. All of the
council members and aides that we talked to said they request information regarding the
status of capital projects.

While the council members we talked to did not express an interest in accessing
information themselves, they identified a need for city staff to have better and more
accessible cost and performance information. Improved access to such data would allow
staff to respond more quickly to the Council’s requests for information. Council
members expressed an interest in unit cost data to use in allocating resources and in
performance data to monitor activities. Council members also expressed an interest in
focusing on outcomes.
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We noted in our recent report, Budget Process Practices (August 2001), that
elected officials’ oversight role could be strengthened by quarterly program updates and
risk assessments. Although processes are in place to monitor and make corrections to the
city’s financial activities, corresponding processes are not currently in place for program
activities. We recommended that the city manager provide the Finance and Audit
Committee expanded quarterly financial updates to include program performance
information and risk assessments to inform the Council of emerging issues. ERP could
provide a tool to strengthen monitoring and reporting of program activities.

30




Appendices

Inter-Departmental Communication

DATE: September 28, 2001

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor 7/%

SUBJECT:  Review of Initial Needs Assessment Inputs

We reviewed preliminary information sent to Gartner and attended the 12 focus
group meetings Gartner facilitated (September 5-7, 2001) to understand user needs,
opportunities, and constraints. We are providing information for your use in managing
project risks. We know that you recognize that problems in planning can lead to time-
consuming and costly modifications to projects, users failing to accept the new system, or
not achieving hoped for functionality. We will continue reviewing information that the
project team gathers throughout the needs assessment.

Summary

Gartner and the city’s project team are following a reasonable process to identify
and consider user needs and existing architectures. However, some city staff involved in
defining needs are having a difficult time separating functional requirements (what we
need the system to do) from existing processes (how we do it now) and organizational
structure (who does it). This increases the risk that the city will fail to streamline
processes while implementing ERP and thus fail to achieve the benefits of ERP.

The project team is preparing educational demonstrations to help users consider
opportunities and potential changes in processes. While we agree that educating users is
a good idea, we think more action will be needed. We recommend two additional
strategies: stronger leadership from top management; and frequent, consistent
communication. Because education and communication efforts will take time, the
Executive Oversight Steering Committee should also reassess the timeline for completing
the RFP.

Issues and Observations

A technology acquisition should be based on clearly understood needs or
opportunities and consistent with the overall strategy and architectures used by the city.
Gartner’s process to identify the city’s needs and information technology architecture and
strategy seems reasonable,
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City has followed some best practices. Thus far, the city has followed a number
of best practices regarding needs assessment and planning. The city hired an independent
consultant who is not trying to sell us a specific software package to conduct the needs
assessment. Full time project staff have been assigned to the project. People who will
use the system are involved in defining system requirements. These practices help
mitigate planning risks.

Project team faces challenges. While the process for assessing needs is
reasonable, our observations of the focus groups lead us to conclude the project team
faces some challenges. First, several of the user focus groups have had difficulty
articulating their needs. It was difficult for some groups to separate current processes and
organizational structure (how something is done and who does it) from function (what
needs to be done). Participants also had difficulty thinking about improvements to
current processes and identified a number of constraints that aren’t really constraints. For
example, participants thought that state record retention requirements prohibit automating
current paper-based processes, which is not the case. Second, because current systems
are fragmented, it is difficult to gather information on current and projected volume. We
recommend the project team note the source of data while gathering information to
complete the templates on volumes. Consistent documentation will allow the project
team to assure that information gathered is complete and accurate.

The city risks automating current processes rather than streamlining to achieve the
benefits of ERP if users are unable to identify functional requirements in a way that takes
advantage of ERP’s data integration. Gartner and the project team are preparing
educational vendor demonstrations to help users think about potential changes to
processes. We agree that educating city staff about what ERP has to offer is a good idea.
We raised some concerns with the project team and the Executive Oversight Steering
Committee about ensuring that the demonstrations do not affect the city’s later evaluation
of vendors or appear to give particular vendors a competitive advantage. The project
team drafted a clear explanation of the purpose of the vendor demonstrations and is
working with Gartner to ensure the instructions to vendors are clear.

Strong leadership and frequent, consistent communication needed. In
addition to the educational effort, the Executive Oversight Steering Committee and the
project team should continue to work with Gartner to develop ways to help employees
separate and critically consider form and function. We do not think there are easy
answers, although strong leadership and frequent, consistent communication should help.

The city manager should periodically reiterate the purpose of the ERP to
department heads and stress that processes and the flow of information will change. Turf
battles should be discouraged. Strong leadership is needed to overcome disagreements
among departments and skepticism among staff who have seen previous technology
efforts stall or fail. A clear decision-making process is a characteristic of strong
leadership. You should encourage discussion and deliberation in the Executive Oversight
Steering Committee, then summarize consensus points and decisions aloud at the meeting
and in writing in meeting minutes.
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Communication plan should be implemented. The project team should ensure
that the communications plan is completed and implemented as soon as is feasible. The
communications plan is the first expected contract deliverable, however the project has
moved ahead without the communications plan in place. The project team should also
develop guidelines for use of the EPMO database to improve internal communications
between the Executive Oversight Steering Committee, project team, and cross-functional
team. :

Reconsider the timeline. Finally, the Executive Oversight Steering Committee
should reassess the project timeline, which consultants initially told us is aggressive. We
recognize the need to move ahead with the project, but the city shouldn’t hurry through
the needs assessment to meet a self-imposed deadline. The project team needs time to
educate users and implement the communications plan. Getting it right now is more
important than meeting an aggressive deadline.

If you have any questions, please feel free to call me or Amanda Noble.
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Inter-Departmental Communication

DATE: October 19, 2001

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor F7 W
o e o G

SUBJECT:  Strengthening Internal Communication

We have observed several meetings of the Executive Oversight Steering
Committee, project team, and cross-functional team. We are reiterating earlier
recommendations and providing additional suggestions to help strengthen internal
communications in order to help you manage project risks.

Summary

We have previously recommended that the role of the directors of Finance,
Human Resources, and Information Technology as an EOSC subcommittee be clearly
defined and made formal.! We have also recommended that you encourage discussion
and deliberation in the Executive Oversight Steering Committee, then summarize
consensus points and decisions aloud at the meeting and in writing in meeting minutes.’
Implementing these recommendations would help to address concerns that decisions are
not clear and there is a “shadow group” that is making decisions behind the scenes. We
offer additional ideas on how to structure EOSC meetings to strengthen their role in
making decisions.

Issues and Observations

During our participation in project meetings, we observed some confusion or
concern over the status of decisions and who is responsible for making decisions. We are
aware that you have made an effort to involve all departments in the ERP planning,
however, some participants have expressed concern about the existence of a “shadow
group” making decisions behind the scenes. This perception, whether accurate or not,
feeds the fear that the system will not meet operating departments’ needs.

Formalize EOSC subcommittee. Because the EOSC is large and meets only
once per month, we continue to think it is appropriate for a smaller group to discuss
issues more frequently as they arise to provide guidance to the project team. The

! Memorandum from City Auditor Mark Funkhouser to Information Technology Director Gail Roper, July
10, 2001.

? Memorandum from City Auditor Mark Funkhouser to Information Technology Director Gail Roper,
September 28, 2001.
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directors of Finance, Human Resources, and Information Technology are the primary
stakeholders of the project because they have organizational responsibility for the core
functions of ERP. If this group wishes to work more closely with the project team and
meet more often than once a month, the EOSC should formally recognize their role as a
subcommiittee, clearly define the subcommittee’s roles and responsibilities, and establish
a means of communicating back to the larger group. You might also consider adding one
or two additional members to the subcommittee to provide an operating department
perspective.

Structure EOSC meetings to facilitate deliberation and decision-making. The
EOSC should be prepared to discuss issues and make decisions. Is the purpose of the
meeting to brief the members on progress; discuss and air views, questions and concerns;
or make decisions? Some of each may be appropriate as the occasion warrants, but the
agenda and structure of the meeting should make it clear what the group is doing.

The following suggestions will help to provide structure to the meetings. Develop
a meeting agenda that identifies questions for discussion and what decisions need to be
made. Open the meeting with a brief discussion of what the group should try to
accomplish. To encourage deliberation, avoid framing issues as yes or no questions.
During discussion, summarize key points of agreement and disagreement for each agenda
item. If it isn’t clear that there is consensus among the group, it may be appropriate to
ask for a vote. Summarize group decisions orally at the close of the meeting and in
writing. The written summaries should be made available to EOSC members, project
team, and cross-functional team.

If you have any questions, please feel free to call Amanda Noble or me.
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Inter-Departmental Communication

DATE: February 8, 2002

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor 7 K%%
S S —

SUBJECT:  Review of Business Case Report Draft

We reviewed the draft Business Case Report with project team revisions dated
January 11, 2002, and the system replacement strategy. Our objective was to determine
whether the business case report identifies the risks, costs, and benefits of the ERP
system. Guidelines for reducing risk in information technology acquisitions suggest that
organizations should assess alternatives for meeting identified needs and the acquisition
should be linked to an overall strategy.

Summary

The business case appears realistic in light of user needs, expected changes in the
technology, and expected availability of maintenance and other support. The budget
estimates appear comprehensive, including one-time and recurring costs for system
components and services, estimates for application software, software installation,
conversion, and training. Implementing an ERP system and redesigning processes is
consistent with the city’s overall strategy of focusing on citywide applications and
minimizing customization.

Issues and Observations

The purpose of the business case is to assess alternatives to address challenges the
city faces in the functional areas of general accounting, budget, human resources, payroll,
procurement, and revenue and tax collection. The business case evaluated the impact on
the city of replacing its current core enterprise wide financial applications and other
applications with a new ERP system. It also assessed risks related to implementing an
integrated financial system.

The business case identified current business challenges the city is facing.
Currently, the city uses more than 22 separate systems to partially automate its financial
and business processes. The lack of system integration and limited system functionality
results in challenges for the city, such as proliferation of manual tasks, increased
processing time, limited information access, lack of internet readiness, etc.
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The Business Case identifies two alternatives to address these challenges: (1)
conduct full business process redesign followed by reengineering the existing financial
and business systems to meet the redesigned business processes; and (2) acquire an
Enterprise Resource Planning (ERP) system and utilize system-centric business process
reengineering.

Gartner Consulting recommended that the city move forward with the selection
and implementation of an ERP system to replace existing systems and apply best
practices inherent in the new system to achieve process reengineering and resolve its
current business challenges. Replacing these systems will position the city to overcome
existing and future challenges related to financial and business operations and support the
city’s strategic goal of providing e-government services to constituents, suppliers,
potential businesses, and existing businesses.

The direct acquisition and implementation costs of an ERP system for the city is
estimated to be within a range of $10.8 million and $20.2 million depending on the
vendor selected. Ongoing system maintenance costs are estimated to be between
$390,000 to $710,000. More than half of the estimated costs was categorized as
integration services, which include application software implementation, integration, and
data conversion assistance and project management. However, these costs are not further
broken down in the cost estimates.
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Inter-Departmental Communication

DATE: March 29, 2002

TO: Gail Roper, Director of Information Technology

FROM: Mark Funkhouser, City Auditor 7 W

SUBJECT: ERP - Requirements Revision Process

We reviewed fields of the requirement change control database dated January 31,
2002. Our objective was to determine whether a requirement revision process was in
place to ensure that the requirements clearly and accurately reflect user needs. We are
writing this memo to provide information for your use in managing project risks.

Summary

The city’s Enterprise Project Management Office (EPMO) has identified a formal
process for revising requirements during the acquisition — requirement change control
database. However, elements such as identifying a core set of basic requirements, a
person responsible for reviewing and approving changes to the requirements, and a basis
for approving the changes are not addressed. These elements along with the requirement
change control database can help ensure that the requirements clearly and accurately
reflect user needs.

Issues and Observations

One of the mechanisms to ensure that the city defines its requirements well
enough to support the acquisition of hardware, software, telecommunications, and system
development services is to determine a process for revising requirements during the
acquisition.

Guidelines regarding revising requirements during the acquisition suggest that
organizations should identify the following:

e A core of basic requirements in order to maintain project scope;

e A formal change control process;

e The person who is responsible for reviewing and approving changes to
requirements;
The basis for approval (validated against mission needs); and

e Impacts of proposed changes on the other elements.
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The EPMO has developed a requirement change control database. The database
includes fields such as department, project, contact person, owner, date logged, functional
area, requirement name, description, explanation of why the change is needed, and status
of the request. According to the EPMO manager, documentation will be developed along
with the database that will include a recommendation on forming a Change Control
Board to approve the changes.

While the EPMO identified a change control process, other elements were not
addressed in the requirement change control database. We recommend you identify a
core set of basic requirements, the person responsible for reviewing and approving the
changes, and the basis for approving changes.

Back to Table of Contents
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City Manager’s Response
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TO:

FROM:

SUBJECT:

April 8, 2002

Mark Funkhouser, City Auditor S ——

OFFICE OF THE CITY MANAGER

il
J)

SR
N

-

0 At remean st

tps st

Robert L. Collins, City Manager

REVISED RESPONSE - Draft Audit Report on ERP Pre-Solicitation

I have reviewed the draft audit report on ERP Pre-Solicitation and are in general agreement
with its content.

Recommendation 2:

Agree - The Sub-Group of Six of Executive Oversight Steering Committee are the
responsible project sponsor and will be accountable for the acquisition and
implementation of the systems. I will prepare a memo that establishes the EOSC
responsibility. The members of the Sub-Group of Six are:

Gail Roper, Director, Information Technology Department

Kevin Riper, Director, Finance Department

Ed Wolf, Assistant City Manager & Director of Public Works Department
Gurnie Gunter, Director, Water Services Department

John Thigpen, Director, Human Resources Department

Major Charles Rice, Kansas City Police Department

Please call me if you need additional information.

RLC:emm

Robert L. Collins

Please note: The above revised response was received after the report was printed.
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OFFICE OF THE CITY MANAGER

VR
IV E M

i
H
!l
DATE: April 3, 2002 LU APR -3 2002 [e)
TO: Mark Funkhouser, City Auditor ( ; CM‘ AUDTTOR'S OFFICE
FROM: Ed Wolf, Acting City Manager /{ f/ﬁaﬁ .
SUBJECT: Draft Audit Report on ERP Pre-Solicitation

- We have reviewed the draft audit report on ERP Pre-Solicitation and are in general agreement
with its content.

Recommendation 2:
Agree - The Executive Oversight Steering Committee is the responsible project sponsor

and will be accountable for the acquisition and implementation of the systems. I will
prepare a memo that establishes the EOSC responsibility.

Ed Wolf

RLC:emm

Back to Table of Contents
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Director of Information Technology’s Response
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) Interdepartmental Communication

DATE: March 31, 2002

TO: Mark Funkhouser, City Auditor )

FROM: Gail Roper, Director of Information Technology /@\:}Ca@ﬂ@w
SUBJECT: Response to Draft Audit Report Dated — April 1, 2002- Pre-Solicitation

Attached is the written response requested by the Auditor’s Office by Thursday, April 4, 2002. This
memorandum in the response to the draft audit dated April 1, 2002.

MEGEITVE

APR -3 2002

A

=

CITY AUDITOR'S OFFICE
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Response to Findings and Recommendations
ERP risks related to project schedule, implementation issues, and costs:

The risk of information technology initiatives remains a significant concern for the Information Technology
Department and the industry in general. The information technology portfolio is now the nation’s largest
and riskiest capital portfolio. These risks include cost overruns, uncertain benefits and interference with
business. The Information Technology’s Strategic Plan identifies practices that must be adopted in order to
quantify risk and provide risk mitigation. The Enterprise Project Management Office was established to
develop a risk mitigation strategy for technology initiatives for Kansas City. The Enterprise Resource
Planning project and other Information Technology initiatives adopted by the Enterprise Project
Management Office will undergo a risk analysis beginning with the initiation phase of the project through
the close of the project. The Information Technology Department is in agreement with the
recommendations of the audit that recognize Information Technology (ERP) as a risk.

In order for the organization to understand that risks jeopardize funding and resources, the Information
Technology Department moved towards a total cost of ownership approach to managing information
technology initiatives. We believe that managing risk begins with measuring risk. As part of the total cost
of ownership methodology the risk analysis defines and promotes the sharing of issues and solutions. The
Enterprise Project Management Office will promote a formal process by providing training, documentation,
and a standard tracking process for project risk. The Information Technology Department will adopt
specific risk mitigation standards from the initiation of the project through project closure. Although the
risk issues have been discussed from the beginning of the Enterprise Resource Planning project, the
Information Technology Department strongly believes that a formal approach is required to identify
potential risk and establish a risk avoidance strategy.

Since Enterprise Resource Planning has a high-risk characteristic the Information Technology Department,
Executive Oversight Committee, and stakeholders will recommend the following to the City Council:

» Purchasing of an enterprise computer off-the-shelf package that isn’t a perfect fit, but is
close.

Managing the implementation strategy to focus on fewer high-return features and
strategize on additional functionality implementations.

Focus on the skill requirements to provide post implementation support including
selective outsourcing.

Address and provide a support system to manage cultural change, business process re-
engineering and change management.

Provide strong leadership, centralized decision making, and governance.

Provide clear roles and responsibilities.

Establish a formal communications plan.

Define a structured selection process.

VVVY VvV V V
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The ERP Organizational Structure

Exhibit A:

Project Organization Chart for ERP Implementation Strategy

Allen Mokillen Suszzn Bostick
Crartrosr Project Sartner FProject

ERP CoreProject
Taam

The Business Process Re-engineering Team

The Information Technology Department agrees with the audit and will continue to design processes that
support the inclusion of stakeholders at all levels in the organization, including the executive level. The
Enterprise Resource Planning organizational structure is designed to provide an established hierarchy to
address change management, business process re-engineering, and legislative decisions. The business
process re-engineering aspect required to implement the Enterprise Resource Planning will be managed by a
sub-group of the Executive Oversight Committee. The Business Process Re-engineering Team will include
executive participation from the City Manager’s Office. Anita Maltbia and John Franklin have agreed to
participate in this important effort. This sub-committee will also have a mix of representation from the
operating departments. The main objective of this team is to establish the required standards to improve
current processes to meet the goals of enhanced efficiency and providing business value to the organization.

The primary objective of the re-engineering effort will include the development and training of the team to
understand and implement a methodology so that the “AS IS” processes are not adopted and re-instituted.
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The ITD agrees that the gathering of requirements from current stakeholders was cumbersome and that
some found it difficult to separate system functionality from institutional barriers. The educational process
will be defined and facilitated prior to embarking on the task of business re-engineering.

The Requirements Process

The Enterprise Project Management Office is developing best processes for ensuring the requirements
identified for Kansas City are documented, tracked and incorporated into the statement of work for the
chosen implementation vendor(s). The Enterprise Resource Planning Core Team is working to document
major business rules to support the identification of true business requirements. The requirements will be
cataloged by the project manager to eliminate oversight and promote vendor accountability. The
Information Technology Department is in agreement with the audit that the requirements process should be
strengthened to promote accountability by both the city and the vendor.

Next Steps:

Issues database completed and rolled out to the project team.

Change management process database in testing phase.

Risk management process is being developed.

The Business Process Re-engineering team staffed and trained.

The Business Case Strategy presented to the Council on April 11, 2002.

VVVVYVY

In summary, the Information Technology Department agrees with the summary of findings identified in the
audit. The audit supports the actions taken to date and provides insight on future requirements.

Back to Table of Contents
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